

[image: A picture containing text

Description automatically generated][image: Logo

Description automatically generated]

Managing Stephanie’s Email InboxEmail Delegation Process: SAMPLE 

PROCESS OWNER: 	Executive Assistant
FREQUENCY: 		3x Daily

PURPOSE:  Email is a necessary communication tool and a galactic time suck. Stephanie gets paid to THINK and your job is to make sure she sees only the email that require her attention while keeping her fully informed of what is happening at any time.

ROLE: The Executive Assistant’s job is to make sure Stephanie delivers as promised, on time, every time.  Expertly managing Stephanie’s email is critical to meeting this standard.  
Your #1 job is to think. We can’t write thinking into this process, so we’re counting on you.  
Your job is to manage Stephanie’s email so that it is processed, appropriately handled and/or prepared for Stephanie so that she can respond efficiently. 
You will intake, screen, organize and process all that you are able, focus Stephanie’s attention on the items that require her personal attention, and ensure that all activities are captured, scheduled and followed-through on so Stephanie can focus her time on high-value/high-impact activities.  
You will stay apprised of all of Stephanie’s current clients and ongoing activities, keeping up-to-date on Stephanie’s priorities and projects, goals and timelines and what she wants/needs to do with each on an ongoing basis so that you can process, schedule and oversee projects.  

PROCESS:	
Check email 3x daily at 8 a.m., 12:00 p.m. and 4 p.m. to filter, organize and process and/or prepare Stephanie’s incoming email so that she can review, respond or direct as needed.
Stephanie consistently checks email 1x day in her “Daily Prep” work-block.  She will often check again in her 30-minute “Daily Wrap” work-block as time allows, but don’t rely on this. 

RULES OF THE ROAD:
BE EFFICIENT. Checking and processing email should take no more than 30 minutes each time. 
RESPONSE TIME. Incoming email should never go more than 2 days without a response. An email received on Monday should receive a reply by Wednesday. Time sensitive emails should be handled with appropriate urgency. 
QUESTIONS? When in doubt about how to process an email, ask Stephanie. All but urgent questions should be held for your Daily Check In (DCI) with Stephanie. If urgent, WhatsApp Stephanie. 
MAKE IT EASY FOR HER. Read each incoming email thoughtfully, scan for reply, actions or work needed in response. 
KEEP HER INFORMED. Stephanie likes to be informed of what’s happening but doesn’t need every detail. Note quick FYIs to cover in DCI.
SHE’S FANATICAL ABOUT DISTRACTIONS. Stephanie does not have email on her phone so do not expect responses while she’s out of the office. Use the appropriate office WhatsApp for urgent notifications.


HOW TO PROCESS STEPHANIE’S EMAIL 

You are to thoughtfully read each email and identify how to process it and the action needed using Gmail features. See Page 2 for details on use of Gmail features.

1. You can handle the email, and do so: 
File in FYI/UPDATES and note with a [image: ]  for “done”.
Stephanie reviews this folder daily to stay informed of progress on items in motion.
Ex: Stephanie requests a call with someone and they reply; you schedule and file in “FYI” so Stephanie can see the status.

2. Stephanie needs to reply to the email (within 2-day response time), but no major response or work is required:
File in TODAY, and note with [image: ] for “Reply needed”.
If a reply is needed today, add a work block to Stephanie’s calendar and notify her.
Ex. Richard Branson emails inviting Stephanie to be on his new TV show. You mark the email  [image: ] so Stephanie knows to reply.  

3. Stephanie needs to reply, and do work or take action related to the email:
Tag as [image: ], file in ASANA/WB and note that time has been calendared on Stephanie’s schedule.
Schedule task in Asana and create work block on Stephanie’s calendar.
All files or resources needed to perform the work should be attached to the Asana task. 
Links to any relevant information or resources should be linked to the Asana task.  
Ex. A client emails Stephanie with request for input on an acquisition strategy. You will confirm receipt with the client, determine the priority and due date (see client files or ask in DCI), calendar a work block on Stephanie’s calendar, and notify the client when to expect a reply. When the task is ready for Stephanie, file the email in Asana/WB. 

4. This is a general email that Stephanie will want to see at her convenience and requires NO action.
[image: ]Tag as = File in FYI: Read, Review.
This would include reading or promotional materials she might want to see.
Ex. An email with the latest M&A Activity White Paper for downloads comes in; you’re not sure if she’ll want to read it so you file in FYI: Read, Review and Stephanie will review at her convenience. 






GMAIL CUSTOMIZATION 


[image: ]Gmail email symbols 

[image: Table
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1. TODAY: Stephanie reviews this folder at the beginning of each day. It is the only folder she reviews daily. This is where you put email that require Stephanie’s reply (but not work block) or daily attention.  Use the following Gmail symbols (top right corner of email) to denote the following:
[image: ]
[image: ]= Question.  File in TODAY, discuss during Steph DCI or Daily Wrap
[image: ]= FYI, noted as done.  File in “FYI/Read & Review”
= Stephanie needs to reply. File in TODAY folder  
		= For your information only, no action needed, file in TODAY

2. LISA (Chief of Steph): Any email that is can be directed to Lisa for processing, which includes any marketing emails that still get to Stephanie, should be forwarded to Lisa, filed in this folder and added to Lisa’s Weekly Meeting agenda.

3. ASANA/WB: If an email requires more than a 15 minutes action on Stephanie’s part, schedule the task in Asana, put a work-block on Stephanie’s calendar and file the email here so Stephanie can easily find it.  

4. STEPH DCI: Any emails you need to discuss with Stephanie are filed here to review with her in the next Steph DCI or Daily Wrap.  

5. FYI, Read, Review: Any email that is information, for review or reading at Stephanie’s convenience. No email with timeline or actions should ever be filed here as it is checked as Stephanie has time.

6. IN PROCESS: Any email that you are in the process or working on should be filed here until its completed and ready to be filed in another folder. This allows Stephanie to see what you are working on related to incoming emails at any given time.

7. F/U HOLD: Stephanie uses this folder to hold email she’s following up on or that are on hold for some reason. You do not need to do anything with this folder unless directed by Stephanie.

8. LACP FORUM: Any email notification from Limitless Community should be filed here. Stephanie can click the links to go straight to the email to read and reply, saving her time.

9. EVERYTHING ELSE: Stephanie uses this folder to file and hold low priority items. You do not need to do anything with this folder unless directed by Stephanie. 



 A Personal Note from Stephanie: 

I have to admit, having someone else check my email was wildly uncomfortable at first.  The voices in my head protested…loudly. But in the end value won out, as in my job is to deliver massive value to my clients and my business. Like you, the way I deliver that value is to think.  When you are paid to think, everything else should be delegated or eliminated to ensure highest performance, profitability and, let’s be honest, satisfaction.  There is nothing better than doing energy-creating, revenue-producing work and getting results, and there is nothing worse than doing administrivia and mundane work that directly dilutes results.

Your time is your greatest revenue-producing asset.  This process will help you make the most of it by ensuring you focus only on your energy-creating, revenue-producing activities.  

Note you can follow this email process using only folders and without the use of symbols. Given I receive a high volume of email and have demanding standards, this allows me to quickly scan and prioritize my email, have confidence the process is being followed and be as efficient as possible while doing high value, high impact work.

The goal here is not to follow my process exactly. Like anything personal, it must be refined to fit your style and needs.  

I am fanatical about experience and follow-through, and my process reflects that.  I like clear direction on where to focus my energy (thus, the TODAY folder).  I like to know where to find work I’m supposed to work on (thus, the ASANA/WB) folder. These are just my personal preferences. Yours will be different.

This is not the “simplest” way you can do this process, and simple is always the goal. We have a 1-page process rule and this is a rare exception. Given the volume and range of emails I receive, the 20 hours a week I work, and my high standards, mine is a fairly sophisticated process that ensures things are organized “my way” so that I am able to delegate with confidence. Only then can we ever truly let go and learn how to live a more limitless life.

Your mission, should you choose to accept it, is to realize that your job is to think and, with that gift, challenge yourself to do more thinking and less of everything else, including processing your email.  

I went from 3 hours to 30 minutes a day with this method. Whatever process works for you, get fanatical about the value of your time and fine-tune the process until you get to 30 minutes a day or less.

Make results, not excuses.

Stephanie Bogan
www.limitlessadviser.com
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